Strong telehealth governance serves as the cornerstone for advancing a telehealth strategy by ensuring that the health system has the intentional leadership infrastructure to compete and excel in this fast-paced and transforming industry. 1
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The telehealth executive champion and key telehealth stakeholders regularly and systematically review the telehealth leader's contributions to the healthcare organization.
Recruitment of the telehealth leader can be challenging. Leading health systems commonly employ the following tactics when recruiting and retaining telehealth leaders:
• Internal hires who have supported or assisted telehealth planning or operational implementation within the organization
• Internal hires with experience in business development and leading clinical operations
• External hires with a proven experience starting and leading a matrix-aligned telehealth program
• Interim leadership from a vendor agnostic organization, with proven experience starting and leading a matrix-aligned telehealth program
Interim leadership expedites initiation and maturing of a telehealth program and ensures effective transfer of accountabilities and responsibilities once an internal or external hire is installed as the telehealth leader.
A top priority of the telehealth executive champion and the telehealth leader is formation a multi-disciplinary team of clinical and administrative leaders to serve on an executive and/or steering committee for telehealth. An example of the departments represented on a telehealth executive and/or steering committee includes:
• Business Development
• Clinical Engineering / Biomedical
• Clinical Operations
• Compliance
• Employee Health
• Finance
• Innovation
• IT / IS (information technology/information systems) 
Using Telehealth Governance to Prioritize Services
Ongoing systematic review and prioritization of telehealth services complements telehealth governance. This includes starting new programs, as well as prioritizing or vetoing recommendations to optimize and expand services. A proven approach is assessment, with consideration of a defined organizational telehealth methodology.
Telehealth methodology used by leading organizations may include the following:
• Clinical Value: Implementing the telehealth application significantly improves patient experience and access, while reducing cost and improving quality. • Physician/Provider Engagement: A physician or provider champion candidate is present with significant buy-in from colleagues in the clinical discipline. A strong team and team lead are present with a lead backup.
• Administrative Support: Senior leadership supports and validates the physician or provider champion and the clinical discipline's strength for successful implementation. Appropriate legal and risk counsel has been contacted.
• Strategic Plan Congruence: The clinical discipline and the telehealth application align with the organization's strategic plan.
• Access to Funding and Technology: The clinical discipline, or if present, telehealth office/department, has access to funding (federal grant, industry grant, foundation grant, association grant, organizational funding/capital, or other).
Technology may exist or new technology investment may be required. The initiative's reimbursement is understood.
• Clinical Capacity: The clinical discipline has the capacity (i.e., time and manpower) for successful implementation short-term and long-term (1, 3, and 5 years). Implementing impacts capacity for the clinical discipline in a positive and manageable way.
• Operational and Logistical Complexity: Ease of implementation does not pose major operational barriers. Pre-work may or may not be accomplished to date.
Discussion of telehealth ideas or services against telehealth methodology helps determine if the organization is prepared for changes to telehealth services. The decision not to implement change, or to optimize or optimize and expand should consider existing telehealth services.
A systematic methodology defines and ranks readiness for the telehealth opportunity, ensuring that the organization doesn't make decisions for the sake of appearances or because a concept appears innovative. It assures that key stakeholders are on the same strategic page and helps prioritize and focus resources. Ideally, the telehealth application will score high on all factors listed above. However, reality often falls short of ideal. When it does, a clear methodology allows resources to focus on areas that require coaching or removal of barriers.
Process mapping of the proposed telehealth idea or service is a critical interactive whiteboard exercise for key clinical and administrative stakeholders. Ideally, it is facilitated by the telehealth leader experienced in change management, as well as gathering and process mapping key stakeholder comments, discussion, and input.
Leading organizations map both the current state (no telehealth) of the clinical process, as well as the ideal state of the clinical process using telehealth.
Succinctly summarizing a telehealth idea or service against the methodology, along with process maps and all relevant data, is the last component for using telehealth governance to prioritize services. Summarized findings are presented to the telehealth executive and/or steering committee for approval. Key clinical and administrative stakeholders should attend the presentation by the telehealth executive/steering committee, and ensure they have reviewed and signed off on the summarized findings.
A recommended template for summarizing findings is an A3-inspired two-page work plan. Current and ideal process maps are depicted on one side of the form (Figure 3, 4) , while the following elements are listed on the front page:
• Program Name
• Project Team
• Accountability
• Problem Statement
• Background Importance • National/International Telehealth News and Trends
• Faculty/Provider Spotlights (editorial on new and emerging programs/leaders within the organization)
• Feedback and follow-up links to allow key stakeholders to share feedback on content and/or report news/information for the next month's update
How Long to Establish Telehealth Governance?
The time required to create and establish a telehealth governance program varies significantly among organizations. Some key questions include:
• Is there an existing governance structure that can be leveraged for the use of telehealth?
• What level of organizational experience with governance is available?
• Are telehealth outcomes closely measured, monitored, and reported today?
• Are there established telehealth success criteria?
• Do telehealth programs and services require a formal business plan-including an ROI-before they are approved? If yes, are results and savings measured and compared against the plan?
• Are other health informatics initiatives evaluated in terms of success and impact?
• Is there a clear leader and executive sponsor for the telehealth program and services?
• How engaged are physicians and providers in the telehealth services?
• Are there formal policies, procedures, and internal controls for other health informatics initiatives?
• Does a defined telehealth organizational structure exist?
• Are the telehealth services clearly defined and documented?
• Are there defined telehealth workflows?
• Is there a succession plan for key telehealth leadership? Obviously, answering these questions better positions the organization for quicker design and deployment of telehealth governance.
Milestones to Success
A sound telehealth governance structure quickly pays dividends in proportion to the effort spent creating it. Milestones to success include:
• Physicians, providers, and patients are well-informed on the telehealth services and choices available to them
• Satisfaction with telehealth is high
• Telehealth outcomes are consistently measured and reported
• Telehealth successes and challenges are effectively reported
• Telehealth service scope, policies, procedures, and workflows are taught, known, and available to end users
• End users are trained on the use of telehealth
• Risks are mitigated
• Education and training is available and accessible to all
• The organization quickly adjusts to and updates process with regulatory changes or payments
• Clinical care quality is not impacted negatively by telehealth
Summary
The momentum and benefits of telehealth escalate with the organization's confidence to create a sustainable thriving and winning telehealth culture. Embrace telehealth governance as a tool to foster discussion and empower today's healthcare leaders and harness the transformative power of telehealth.
